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SEMORANDUM FOR: Deputy Director {(Suppert)

SpRJECT ¢ Review of Agency Management Tralning

This report is for Information only. It was compiled In answer
io vour request of 16 January 1964, 1t reviews the history of menage-
—ent training fn the Agency, Indicates its current situation and
future prospects. Attached charts show the trend of enrollments and

ipe dlstribution by compongnts.

5. HISTURY

4. Msnagement trainlng In the Agency was begun by
itk the so-called Human Resources Program, a #i-hour conference which

25X1A

as attended by many senlor offliclals in the Agency., The first manage-
hent course was given by [tn January 1954, 1t was &
O~hour course given part—tlme Tor two weeks., It surveyed procasses

prid problems of supervision and mid-management for support personnel.
tthough 1t used sume ceses, It was primerily a lecture course which
eatured presentstlons by the Auditor-in~Chlef, the Director of Fersonnel,
nd six other guest spoakers,

#. By August 1956 a course In supervision was being planned for
seaple directly in charge of working level groups, The course plan
smphasized the traditional functlons of directing, coordinating, plan- 25X1A9A
iing, nd controlilng, tn the fall of 1954 basic courses in supervision
snd management were be alven by | |
ft the Agenc n .
eft the Agency In 1955 25X1AGA

o i o dled E £

L. Fram thls beglnning unti! the present day the mandgement
Lraining has been given by three Instructors except for 1342 when
riire were four and 1963 when there were two., Chart | shows periods
=f seivice of the various Instructors to date,

5, beglesning in 1956 and for several years thereafter the
scheduled offerings were considerably augmented by a number of
cpecial courses requested by warious components such as URR, 5K, 25X1A
151, end the Office of Communications., These courses were not
I-assentla!ly different from the regularly scheduled ones bul were
tailored to some extent to meel special requirements.
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AT T
CONEIDENTIA

L. bGver the years the tralnlng techniques havs gradually
rhanged in the direction of eliminating lectures and introducing
gctive Jearnling., in December 1957 the use of textbooks was
abandoned and the reading of selected articles substituted, By
195K Films were being used ss ceses and illustrative materisl,
and sevaral fllms were made by | of OTR, one of which
iz s2il} being used. Also In 1958 a very successful Innovation
wis introduced, namely the “In-basket Exercise' which was developad
Ly the ABE Staff of OTR In conjunction with outslide consultants.
This "in-basket Exercise’ Is still in use. Also, &t this time
role~playing bogame an lmportant technigue of lastruction.

¥. i September 1953 Colonel white's expressed Interest in
25X1A5A1 ine development of a senlor management seminar lod to the two-week
seminar glven by | for senlor Agency

25X1A6B ensgers [In Octobar 1960 and agaln In October 1961.

25X1A5A1 ;. in June 1381 a3 simllar seminar conducted by General Don
| was offered for a slightly Yower leve! (6S-14 anc¢ 1S). It
was of fered agala In Jure 1962 and Junc 1963,

the In May 1961 the first full-time course was glven, but
courses were generally part~time until the fall of 1963 whan the
solicy was insugurated of having all management end supervisory
courses on 8 full-time basls, Al this time the declsion wits alse
wmade 1o take all courses for §5~11 and above slther | |
25X1A6B bacause of the grester effectiveness of the training
miven away from the distractlions of home and offlce. Throughout
the years, the courses have normally bsen of 4O-hours duration.

P11, ENROLLMENT

. Chart 1t shows the number of employess who hove Laken any
xind of menagement tralaing since Janvary 1955. This chart was
copilied from a8 machine run of training records of currently
vipléyed Individuals; training has been credited equally regerd-
iess of the leagth of any partlicular program, or the particuler
sebiect matter, External courses are counted egqualiy with OTR
ciomrses in supervision and management. Ve do not have statistics
an vhe manber of supervisors and sansgers In each component, byt
it is obvlous that some aress have not taken advantage of tralning
sgpurtunitias,

. UDF employees are shown In thelr present compongnt, not

25X1A9A

25X1A6B

in ihe one which entered them In training, This mokes some difference

in relative showings, For example, SR Qlvision shows as of the end
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of 1363 | [68~12s and above with some kind of management
tralning, whereas a simliar study In December 1362 showed
;5-12's and above In SR. FParusal of the chart shows the

varyiny patterns associated with different offlces, some going

in heavily for the training of the Towsr grades and others cone
centrating on the higher levels,

€, ihart (41 shows the enroliment In OTR management and
supervislon courses over the past nire years. it Is based on
actual class rosters., (A statistical breakdown by courses for
the years 1959«63 1s also sttached.) A drop-off became apparent
In 1352, and there has been a slow decline since except for &
atight plck=up In 1963. Tha drop-off In 1953 and agaln In 1961
shows up most clesrly in the graph of the supervision courses.
The drap-off In 1961 may possibly be related to the cancellation
af the "flve percent” regulation In 1960, The chart #iso shows
a wonsiderable decresse In DDJ participstion from 1960 on, (The
intal number In Chart HI 1s larger than In Chart 1! because Chart
11 shows only people currently employed end counts esch person
anly once regardless of the muber of courses taken, but Chert
4t includes pesple no longer exployed and each course taken Is
counted.} Chart 1§ also shows that In 1963 enrollment wos up
from all components except P even though there were only two
instructors durlng this year In contrast to the preceding year
wher thers were four.

N, The records revadl some rather startling statistlcs which

do pot appear ia the cherts. in OTR menageeent training (disregard-

g the |cmrws} :

1. 4C1 has not sntered a student since 1956,

i. 3Since 1957 only one student has been entered from
the U1 Staff;

. WE Diviaton has entered two students since 1357

L

G. WM Glviston has entered three slnce 13538,

L. After 1958 only two came frow the PP Staff end
anly one from the 10 Slvision:

. The Africa Divislon has entered one since 1980,
L. In OTR supervision courses:
i. OC1 has entered only four students slince 19592,

9y

£. Other than &1 Plvislon there have been only seven
siudents from DRP since 1369,
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Y. The charts demonstrate the low degree of participetion
by GBP over the years, a chronlc siteation which was noted as

25X1A9A uariy as 1355 by | $t 1s true of external offerings
45 well 88 internal ones. Mot even the senior semlmars had 25X1A5A1
dravwing power; In the Jast seminar conducted b thare 25X1A5A1
wore only four students from DDF, and the Beminars wers

given up when it became estebllshed that DDP participation could
nit be counted on. The cause fs not readily ldentifled. iIn

part 1t Is related to the views of some senjor offlcials who

Tail to recognize that such traleing has any valldity, relevance
ar pecessity, Ve instructors have occasionally heard from DDP
supioyees that they would like to got menagement tralning but
that either they were not aware of the management offerings or
that they were unable to get persission to take the courses.

it has boen frecuently sald that the Clandestine Services are
oo hard pressed to be able to spore anyone For this type of
training, but the O0fflce of Comewnicetions, also hard pressed,
has made a reguliar pollicy of putting their people through manage~
ment and supervision courses and has even requested special courses
for particular groups.

25X1A%9A %. in December 1961 | | tnittated an eoffort to
work aut am operations management course taliored to assumed DOP
ngeds, This did not get beyond the talking stage, and there is
s indication that Jt would heve been accepted. In Dctober 1362

25X1A9A | |expressed Interest Ia 8 course of three or four
days duratlon which might be glven to all DOP branch chiefs.
&t his request, a proposal w3 submitted, but no reply oF comeent
wis ever recelved ond no action ever taken,

4. Heany btooks and Tnnumerable articles have bees publ ished

about mensgenent training, but there has mvm%mmm

#% 1o methods or content. From the tlme of TR traln- 25X1A9A
ing has lncradsingly centered lts attention on the managemnt of

vaopie, which seems to be the critical problem, and gradually

ot iminated the study of such toples as work methods, office and

records menagement, and theory of organization, for which there

haas besn no demand in ocur programs. Our courses currently are

zapntered on probless of leadershiv, comunlication, motivation,

wad declsion=-making.

3. There Is good reason to doubt the lasting effect of
comvent ional tesching In this Field, Published reports show
that many training programs have had only temporary sffect on
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the students, who accept the <ontent of the progrems but are not
reelly able to change thelr habltualieys of thinking and doing.
“a have found that many students are unable to relate theorstical
vonsiderations and outslde cases to thelr ow situation. They
have followed the course closely, analyred the cases agtutaly,
but thelr ménagerial behavior was actuslly changed in no way by
the training. In thess cases, the Influencing of attitudes
bewomes more lmportant than the lmparting of knowledge or the
zeaching of skills,

L, fOthers are unable to practice what they heve lsarned
tecsuse of the manaegerial climate In thelr unit as set by thelr
boss., #Host professlonal tralnars have come to belleve that
munsgement training cannot be sffective unless It starts with
the top managers and proceods down. To this extent | 25X1A9A
wag correct (n attempling to Indoctrinate the top managers In
LiA with his Kumbn Rasources Program before comsencing any other
training. The most common resmsark our students make s, 1 wish
my boss would take this course.”

4. The 'Case Nethod'' has increasingly been used In GTR
training, In large part because of 1is effect on attitudes and

nslaht net many valusble tips From watching
25X1A5A1 uss this sethod, Without golng
nl: an analysls ot the case mwthod 1t may be said that although

we st} kelleve it bas considerable merit, we have core to have
zome doubls about 1t. in oo sany Instances case discussions
have been simply an sxchange of wlews, with no real Impact oo
the students. We have experimented with Agency cases, State
Depertment cases, business ceses, and have rewritten some In an
ey setting., While the business cases often seem oo riwmots
to the siudents, the Agency cases seacm equally remote to sowe
ot htve too many emotional assoclations for others.

¥, Dur experience shows that the students learn most from
active situdtions and exercises. For example, the "(ommunication
Sew' has been used very successfully for & number of years to
drive home certsin voluable Jessons. ¥We 4o not knaw of 2 better
sxercise of thls type anwhere In government or In business
training clrclas. We Instructors administared this exercise
for the industrial Collegs Facuity In the swmer of 1363 where
it was very well recaived.

£, Wo have slde used “Role-playing” In verying degrens.
this Is & technliqua which 1s much used by management tralners.
Ltudents who get draswn Into role-playing usually feel that this
s the most valuable part of thelr training,
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H.  dur Ylo-basket fxerclize Is glven to all classes excest
the G5 510 tevel., This Is an exerclse not In the pushing of
paper but in the analyzing of problems and coming to declisions
= & veriety of pansgerial sltuations. This exercise is wsually
regorded as the highllight of our course by most students, and
we hove been experimenting with techniques to expand Its
affectiveness. We belleve our (n-basket Is superior to that
useg by the Yoterans Administration and other organlzations.

H. We hove #lso looked Into the matter of using & o
puterized managerial gome, Discussions have been held with
tystem Gevelomment Corporation on their siewmlation programs,
his technlgue has become quite popular In dusliness managenant
training and Is being used by tha Army Menegement School a3 well.
it s our bellef that such 2 game would be quite valuable as an
instructional device; howaver, It might cost a3 wuch as §50,000
In consultant fees to develop,

{. The most effective approach we have come across up to
pow 18 the so-called 'Ranagerial Grid" originated by Profeusor
Blake at the Unlversity of Texas and used by him very success-
fully In some large corporations, This is a five~day prograem
in which the Instructor qulides the activities of the students
in small groups. It embodlies actlve leerning about menagement
with vary Tittle theory, and the students find out & great deal
about themselves, the way they sffect other people, and

gove & one-day synopsis of the ‘Hanegerial Grid’; the students
Tound this extremely worth while and wanted to know wmore. We tried
the same thing with a group of 65-11's and 12's recently, and agaln
it seemed to have very considerable Impact. While the 'Managerial
Lrid” doas nol cover 4ll facets of mansgement, we are begloning
to belleve it Is the method most Tlkely to hove genulne and lasting
training value,

A, We are now proposing to stags 8 flve~day sesinar Tor
65-15"s and 16%s In May to consist entirely of the "Manageriail
Geid™,  If this proves to be 85 successful as we have rsasmw (o
axpect, we shell then propose that this be the pattern of sandge-
meni training In the future at all ltevels, Az the work load
pormitted, we would than llke to mako speclal offerings on
selacted toplcs to the sxtent possibie as refresher or advanced
programs for those who have had basic managemert tralning.

thay can get thimgs done. In the last Mid~Caresr ({ourse
25X1ASAT [ ]
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. We also would e to develop some idess we have for
Films, Talks bave bosn held with | |regardlag the pro-  25X1A0A
duction of e or mors films In the general ares of
supervision and menagement. It Is our ballaf that the flrst
of these films might very wall deal with the toplc of fitness
reports.

. Another pruject we have had In asind for ssveral years
has been a lecture series to be held in the Weadguerters Audl~
torius, but this has besn kept In sbeyence as long as we had
anly two lnstructors., We sre now Inclined to doudt the velue
of such & program, especially {f It costs money.

B, Ancther current ectivity Is our participation in the
Mid-lareer Course. Our ono-wook presentation Tn the flest of
these classes, though sot unsuccessful, did not really belong
In this course as nelther the method nor the content fitted well
into the goneral conception of the course., For the seacond runnlng
our cantribution was cut to three days, & substantial portion of
whith was devoted to the ‘Ranagerial Grid.” This presentatlion
was much more successful, but there s still substantliel doubt In
wur minds as to the appropriatennss of a menagemsnt phase in this
course. We are currently of the bellef that besic management
tralning should be & prerequisite for the Mid-Caresr (ourse which
should then include & Faw discussions of Agency management by top
Mmanager aﬁ’ 4% within the general context of dlscusslon of other Agency
problems,

A. As shown in Chart |, managenent tralning hes aperated over
the years with thres fastructors, with the exception of 1962 when
there were four and of 1963 when thers wars only two. At the present
scale of activity four Instructors are handly needed, but the load
is rather hsavy for two and there is tittle apportunity for develop~
ment of new materials and methods., A staff of two also represents
rn0 reserve; If one should get sick, It might be necessary to cancel
2 courss. Two instructors amlght ba sufficient 1f wost of the teaching
follows the ‘Managerial Grid* scheme of Instruction simce It does not
ragquire very heavy participation by the Instructars. On balance a
staff of three Instructors seems about right.

6. ideally, it would be desireblie to have a3 Instructors one

careorist from DDI, one from DBS, and one Tram DBF. Throughout
1563 an unsuccessful attespt wos made to obtain an Instructor from DOP.
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Of ouwr currsnt steff one Instructor is from DD, one fros DDSET,
and one from OTR. There has been evidence of reluctance to
participate In this kind of Instruction becasuse of a feeling thet
it Is something of & blind alley which will not forward one's
caresr.

. While we fesl that our lnstruction Is good, we wish to
poirt out that It Is very difflault to find axperienced Instructors
with & background In professional sanagesent. six lnstruc~
tars added to the staff since 1959, only one had expsrience o5X1AQA
in tesaching previcusly, and thelir managerial trelning and background
wire spotty'’ st best.

8. To sbolish the staff and conduct this Instruction by
contract or by sxternal tralning would be much more sxpensive
than the present srrangemant amd In our view lsss effective for
most exployess, Hevertheless, a certain amount of contracting
wiil ba necessory in any case If we are to pursue this "Managerial
Grid”, Inssmuch as that material s copyrighted and closely con-
trolled, #f this method proves to be as good a3 we expect, we
telieve we can come {0 same arrangement ulth the originators of

fle It might be necessary to bring In[ | 25X1A5A 1
for the senfar level of the Aguncy, this iastruce 25X1A5A1
tion could be handled for other levels by the present staff,

E. We have not had an opportunity ta make & comparison with
the management trainlng efforts of other agencles snd componies
but belleve our progras Is & relatively modest one. About $14,000
was budgeted for FY 1963 (In additlon to salarles); this was about
half of the FY 1962 budget, and not all of this was spent. The
asount for FY 1964 Is about the same. The maln costs sre for
external training for Instructors, hiring of consultants, ond pur-
chase of in-basket matarial, films, reprints, and professional
m‘t

F., The staff carrently consists of three §5~15's and one
65~E. A 65~ slot wes aliminated by us es unessential at the
and of 1962. A total steff of three In 1963 taught as meny
students 33 a staff of six did In the preceding ysar. Wwhile
the present teaching staff Is able to handle the curreant and
projected load, any dramatic upswing probably would aecessitate
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some adjusteent In T/0 end In program. Ve prefer to delay any
recommendat jons until aftar we ses how well | | sexsinar 25X1A5A1
on tha 'Henagerial Grid" Is recelved next May. ‘

25X1A9A
I |
Chie?, Banagement Treining Faculty, 13/7R j
Attachments l
As Stated Abovs |
I‘; ¢ )
CONCURRENCE : ol -/ | A r(ad Y
Direcfor of Training Date
25X1A9A |
OTR/1S{___ |:mam (28 February 196k)
Distribution:
Orlg. & 2 - Addressee
1 - BTR
1 - C/1S/TR '
2 ~ MTF/4S/TR w/ﬂ Chagrs
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